The aim of this paper is to create a competency model for the position of a sales manager in a manufacturing industry organisation according to the proposed methodology of the competency models creation. The competency model will be created using the AHP method and Saaty's method of determining weights. There is briefly explained the issue of competencies and competency models in the introductory part of the paper and then the used methods are clarified. The application part of the paper describes the methodology of the competency model creation and the process of the competency model creation for the position of a sales manager. The proposed methodology for the creation of competency models can be used in organisations of various specialisation and for any job position. Created competency models can be mainly used for employee selection, training and development, employee evaluation and remuneration.
Introduction
The employee competency concept can be traced back to an article by McClelland, in which the author does not directly define the word competency, but uses the term as a 'symbol for an alternative approach to traditional intelligence testing' (Cardy & Selvarajan, 2006; McClelland, 1973, p. 7) . In this approach, McClelland advocates the use of skill sets related to performance on the criteria based on criterion sampling. The term competency was introduced to the Human Resources management in the early 80's of the twentieth century. In 1982 the American scholar Richard Boyatzis wrote his book 'The Competent Manager: A Model for Effective Performance', which exerted serious influence among human resources management specialists. For over three decades now, competencies and competency models have become an inseparable part of Human Resources management and have been widely used as means for increasing personal and organisational efficiency. In most corporate organisational contexts, the objective behind creating a framework is to identify the competencies that truly have impact in business results (Rejas-Muslera, Urquiza, & Cepeda, 2012) . Competency models are highly useful in ensuring that employees are doing the right things, clarifying and articulating what is required for effective performance, such models help organisations align internal behaviours and skills with the strategic direction of the company as a whole (Lucia & Lepsinger, 1999) . One advantage of competency models is that they communicate what is important to the organisations leadership and drive performance in desired areas. Competency models usually include a comprehensive array of factors associated with successtechnical, leadership, interpersonal and personal.
Competency and competency model
While competency models have been enormously popular and adopted by many organisations, there has been a debate and lack of clear definition about what a competency is. A competency is a combination of tacit and explicit knowledge, behaviour and skills that gives someone the potential for effectiveness in task performance (Draganidis & Mentzas, 2006) . A specific competency can also be understood as an underlying characteristic of a person, i.e., a trait, a belief, an ability or an attitude that distinguishes one person from another and explains differences in job performance (Banfield & Kay, 2012) . With knowledge referring to a person's representation of facts, procedures, and principles about someone or something, skills describing important specific learned activities, and attitudes referring to a persons personal feeling, disposition, or position toward a person, an object or a subject (Osagie, Wesselink, Blok, Lans, & Mulder, 2016) .
Competencies can be defined also as 'high level routines (or collection of routines) that, together with its implementing input flows, confers upon an organisation's management a set of decision options for producing significant outputs of a particular type' (Winter, 2000; Winter, 2003) . Hereby, the routines refer to 'behaviour that is learned, highly patterned, repetitious, or quasi-repetitious, founded in part in tacit knowledge' (Ritter, 2006 (Ritter, , p. 1033 .
The collection of competencies is called competency models and is a way to get organisations to pay attention to job-related information and employee skills in the management of employees (Campion et al., 2011) . Competency models are used to distinguish top performers from average performers and also inform managers whom to reward, promote or develop. The competence model is an approach to management centred around employee competence, unlike classical management models which focused on the qualifications and/or characteristics and intelligence of individual employees. (Baran & Kłos, 2014; Olesen, White, & Lemmer, 2007) . One advantage that competency models offer is that they provide a foundation for developing integrated human resources systems, such as staffing, training, promotion, succession planning, and performance management. Such models can also help to transform the culture of a company to the extent that new competencies are defined and valued for future success (Pulakos, 2009; Silzer & Dowell, 2009 ). However, the number and specificity of the competencies needed depend on their intended use, for example:
To make entry-level staffing decisions, broad ability and personality competencies are typically developed and assessed, such as critical thinking, conscientiousness, and interpersonal skills. In that purpose is staffing for a job that requires highly specialised skills, more specific technical competencies need to be identified and measured. For training and career development, competencies need to include more general capabilities as well as specialised technical knowledge and skills. For performance management purposes, higher-level competencies that reflect the major performance requirements are typically used for a job. Organisations usually identify between five and twelve higher-level competencies that are linked to their strategic objectives and critical success factors.
While novice developers of performance management systems are sometimes tempted to include a large number of very specific competencies in their systems, rating and providing feedback on a large number of competencies take a considerable amount of time. Systems that contain too many competencies are not viewed positively or as practical by managers with many direct reports to evaluate. In addition, the number of competencies selected for performance management purposes is much less important than ensuring that those selected are well defined and reflect the most critical aspects of the job (Pulakos, 2009) .
'The primary role of competency models is to align employee behaviour to firm strategy, it is suggested that their effectiveness should be evaluated through the lens of organisational culture or climate theories, both of which suggest that a strategy's success depends on how employees throughout an organisation understand and act on that strategy, because the purpose of a competency model is to influence strategically aligned behaviour by outlining the behavioural themes that are expected and rewarded across all jobs in the organization' (Sanchez & Levine, 2009 as cited in Serim, Demirba g, & Yozgat, 2014 , p. 1102 . Employee outcomes are influenced by the perception of competency models by employees in the organisation. Redmond (2013) defines employee perceptions of competency models as the degree to which employees think that the organisation's competency model is relevant strategically and personally and that they are rewarded according to the behaviour indicated by the competency model. Generally, employees' perception on competency modelling is based on relevance and fairness. 'Relevance' indicates whether employees perceive competency models as important to reach both organisational and individual goals. 'Fairness' is related to employee perceptions whether competency models are unbiased. Fairness is often assessed along the dimension of distributive justice, referring to the perceived fairness of rewards (Bowen, Gilliland, & Folger, 1999) .
Understanding the value of competency models to various HRM systems will help to judge how to best apply them in the organisation. It will also help to determine the scope of a project as well as the key stakeholders whose support is required for it to succeed (Horv athov a & Miku sov a, 2012). Table 1 summarises the benefits of using competency models for each HRM system.
Models designed for selection, training and development purposes usually describe technical competencies in terms of their antecedent skills and knowledge, at a detailed level. Those designed to promulgate behavioural repertoires and citizenship behaviours or organisational competencies typically describe competencies at a higher level. Regardless of an approach, a competency model should provide an operational definition for each competency, together with measurable or observable performance indicators or standards against which to evaluate individuals (Markus, Cooper-Thomas, & Allpress, 2005) .
AHP method and saaty's method of determining weights
When creating a competency model, the quantitative pairwise comparison (i.e., Saaty's method) has been used. In this method, all pairs of criteria are compared and the evaluation is stored in a so-called Saaty's matrix S ¼ (s ij ), when i, j ¼ 1,2, … , k. Elements of the matrix are interpreted as estimates of the proportion of weights of i-th (w i ) and j-th (w j ) criteria (Fiala, 2008) :
The actual comparison of criteria states the size of a preference, which is expressed by a specific number of points from the selected scale. When comparing it is determined not only whether one criterion is preferred over the other, but also to what extent it is better. This allows the user to better specify preferences for individual criteria and to make the result of the final decision more exact. Allows an organisation to measure its 'bench strength' (number of highpotential performers). Source: Lucia and Lepsinger (1999, p. 23 ).
Saaty recommends using the nine-point scale, whose odd stages are provided with descriptors listed in Table 2 .
An even number of points indicates intermediate stages and is used for a softer distinction of preferences. Reasons for the selected range of a scale are the circumstances that all elements should be of the same order. Matrix S is a square matrix of n x n order, for whose elements applies the following:
Thus, matrix S is reciprocal. On the diagonal of matrix S, there is always value one (each criterion is equivalent to itself). Before counting the weight of individual criteria, it is necessary to verify if the specified matrix of paired comparisons is consistent. It is identified by the fact that there is no conflict in the task of the individual pairwise comparison. The degree of consistency can be assessed in various ways, one of them is e.g., the consistency index defined as:
where k max is the largest own number of matrix S and n is the number of criteria. Matrix S is consistent enough, if CI < 0,1 (Saaty & Vargas, 2001) . The calculation of weights from the Saaty's matrix can be done in several ways. The default (Saaty's) procedure is based on calculating the own vector of the matrix v according to the formula:
One of the simpler, approximate and frequently used methods is to determine the weights using the weighted geometric mean of the rows of decision matrix S. We obtain approximate weights of w i criteria by normalising these averages (their division by the sum of these geometric means). Very strong or demonstrated importance
An activity is favoured very strongly over another; its dominance demonstrated in practice. 9
Extreme importance The evidence favouring one activity over another is of the highest possible order of affirmation. Source: Saaty (2000, p. 73) .
If matrix S is consistent, the difference between the weights determined by own v i values and approximate weights of w i obtained as the normalised geometric mean of rows of matrix S is minimal.
Saaty's method of determining weights is the basis for AHP decision-making method (Analytic Hierarchy Process). The AHP method combines quantitative and qualitative approach to the evaluation of individual sub-variants, and the result is not only the quantification of individual variants of decision, but also the proposal of the optimal solution and a sensitivity analysisi.e., an evaluation of the response of a model to changes in input variables (Zajaro sov a & Kauerov a, 2014). Moreover, the method is hierarchical and allows decomposing complex unstructured situations into simpler components, thus to create a multi-stage decision-making processes. The hierarchical structure of the AHP process is a linear structure comprising several levels and each of them comprises several elements. Individual levels of the hierarchical structure correspond to a layout from general to specific -the more general the elements are in relation to the decision-making problem, the higher level in the structure they occupy and vice versa. The highest level of the hierarchy always contains only one element, which is the goal of the evaluation, on the contrary the lowest level presents individual options (alternatives) of solutions (see Figure 1) .
A typical task of a multicriteria analysis of variants with three levels contains the following levels:
Level 1aim of evaluation Level 2individual evaluation criteria Level 3assessed options
The solution takes place in three steps:
1. Hierarchical structure of objectives, criteria and decision alternatives at several different levels with an increasing priority up to the top level are created. Each level contains parts with similar characteristics that allow the comparison. managerial, technical and interpersonal competencies, which are mutually compared by Saaty's matrix. On the third level, each group of competencies is divided into several specific competencies (four to five) that are compared by the Saaty's matrix again within the given group.
Methodology of the creation of competency model for the position of a sales manager
The process of the competency model proposal for the selected job position has been divided into eight phases (see Figure 2 ):
1. Preliminary phase. At this stage, information about aims, strategic plans, critical success factors, vision, mission and the organisational structure of the selected organisation was obtained. 2. Phase of data obtaining. The objective of this phase was to obtain detailed information about the job position for which the competency model will be created. The technique of a panel of experts, the technique of direct observation and the analysis of job tasks were used to identify the competencies. 3. Phase of analysis and classification of competencies. The database of competencies was created on the basis of obtained and subsequently processed information Source: Saaty (2000, p. 95) from the direct observation, an analysis of job tasks and the used technique of a panel of experts. 4. Phase of description and creation of competencies. The objective of this phase was to describe selected competencies. A scale of the importance of competencies was created, i.e., how important the given competency is for successful functioning on a given position (see Table 3 ). It was also necessary to define the level of competencies. It means to describe different manifestations of competency according to the level of its development. The description of individual levels begins with the negative demonstration of behaviour within the given competency and it continues through a developed level up to manifestations indicating a high level of competency development. Competency levels serve for the assessment of the level of development of individual employees' competency (see Table 4 ). 5. Phase of creation of competency model. The AHP method, which is based on the previously mentioned Saaty's method of determining weights, was used for the creation of a competency model. In order to use the AHP method, selected competencies were divided into three groups: managerial, interpersonal and technical competency. Managerial Competencies are created by skills and abilities that contribute to an excellent performance of a manager. However, it is not only the ability and capability of a manger but also his/her willingness and engagement to fulfil work tasks (Horv athov a, Bl aha, & Cop ıkov a, 2016). These competencies include knowledge, skills, and abilities such as managing time to ensure productivity, building networks inside and outside the work place, treating people with respect, inspiring and motivating others, leading the organisation through conflict, strategic thinking, delegating, and considering ethical implications before making decisions. Interpersonal competencies include interactions with others, as well as including negotiation and providing feedback to staff members. These set of competencies are known as soft or behavioural competencies. Competencies such as self-awareness, self-control, team work, conflict resolution, relationship, empathy and others are considered as behavioural or interpersonal competencies. Interpersonal competencies also relate to communication functions such as writing, speaking, and listening (Kandula, 2013; Koenigsfeld, Kim, Cha, Perdue, & Cichy, 2012) . Technical competencies define what people have to know and be able to do (specific work-related professional knowledge, skills and behaviours) in order to carry out and meet performance expectations and are sometimes known as hard skills (Armstrong & Taylor, 2014; Reio & Sutton, 2006) . The decomposition of competencies using the AHP method is shown in Figure 3 . The competency model for the selected job position was created from competencies shown in this figure. Both competencies on the first level (managerial, interpersonal and technical) and competencies in these particular groups (the second level) were mutually compared using Saaty's method of determining weights. The comparison was done by the 14 superiors (86% of men and 14% of women; 43% aged 30-44, 36% aged 45-60 and 21% aged more than 60; 79% with university education and 21% with secondary education; all from manufacturing industry) of the selected job position and by the 14 holders (71% of men and 29% of women; 79% aged 30-44 and 21% aged 45-60 and; 29% with university education and 71% with secondary education; all from manufacturing industry) of the job position (a total of 28 evaluators from 14 manufacturing industry organisations, thus two evaluatorsone superior of the selected job position and one job holderfrom each of these 14 manufacturing industry organisations). Data collection took place using the prepared tables in MS Excel, in which the evaluators compared competencies mutually by assigning them individual scales. The aim was to determine which competencies are most valuable for the given job position. Paired comparisons of the first level of competencies are presented in Tables 5-6. Graphical presentation of the distribution of weights is illustrated in Figures 4-5 . It is apparent that respondents highly evaluated interpersonal competencies, which reached the level of importance of 54.99% and 49.34%. Paired comparisons of the second level of competencies are presented in Tables  7-12. Graphical presentations of the distribution of weights are illustrated in Figures  6-11 .
Subsequently, global weights of all competencies were calculated. The results of the modification of the model revealed facts stated below. It has shown up that all fourteen competencies are required for the position of a sales manager. Despite the fact that the weights for competencies as 'Strategic Thinking' and 'Creative Thinking' are low, they should be included Source: Authors in the competency model according to the opinion of authors. A sales manager is partially involved in the creation of a business strategy in cooperation with the managing director and his superiors (sales director) from the parent company. It is also important that the sales manager is able to assess the risks and eliminate them. Sales manager and his superior (managing director) have a different view primarily on competency 'Human Resources Management' (sales manager -26.93% and managing director -37.68%). Authors consider the competency as very important, because all managers in organisations are human resource managers, regardless of their position in the hierarchy of management functions. Anyone who manages work if only of one another employee, performs series of personal activities. The effectiveness of this management does not Source: Authors affect only the performance of individual employees, but also the performance of the entire organisation. Of course we cannot expect that these managers are specialists in the field of human resources management, but nevertheless it is important that all managers are familiar with at least some necessary level of knowledge and skills, which is needed to fulfil tasks in human resources management. According to the authors, the managing director assigned low weight for the competency of 'Orientation on standards and quality'. However, the competency is very important for the performance of a sales manager, because he should know all organizationsrules and procedures for his work and abide by them. He should care about the quality of his work and his superiors too. He should be systematic and meet the deadline. The arithmetic mean was calculated from global weights for each competency. On the basis of these final values and above mentioned facts, authors assigned levels of importance to these competencies according to Table 3 . Using a questionnaire, the required level of individual competencies was subsequently determined. The questionnaire was filled by a superior of the specific job position (Managing director) and by the holder of a job position (Sales manager). There were defined all competencies in the questionnaire including the description of particular levels of the competence development and a table with levels of the competences (Table 4 ). Employees were asked to determine the required level of individual competencies for the job position. The results of questioning relating to the required level of competencies are shown in Figure 12 . Figure 11 . Technical competenciespaired comparisons (sales manager).
Source: Authors
As it is apparent from this graph, the sales manager and his superior have a different view on these competencies: strategic thinking, leadership, orientation on customer and financial management. The next step for the creation of a final form of a competency model is to clarify different views on the importance of competencies and their target level. 6. Phase of clarifying expectations. The proposed competency model including descriptions of individual levels of the competence development, the proposed level of importance and results of the questionnaire survey dealing with the required level of competencies were handed over to selected respondents with an explanation of further advancement towards the creation of a competency model for the position of Sales manager. Managing director and Sales manager agreed on the levels of importance and target values of competencies during their discussion. The competency model for the selected position was created on the basis of these facts. The proposed competency model for the position of a sales manager is shown in Table 13 . Due to the extensiveness of the competency model, there are not defined individual levels of competencies in detail, but there are stated examples of observable behaviour for each competency that correspond to the target value (desired level). 7. Phase of verification and validation of the created model. In this step, it will be practically verified if the competency model really described such behaviour thanks to which the sales manager achieves excellent results. It means, if it is possible to rely on the created competency model in the selection, assessment, training and development of managers. The process of the verification and validation of a competency model was already partially done through the questionnaire survey. There were verified required competencies, the level of importance and target level of these competencies on the basis of the questionnaire. The authors proposed to transform descriptions of behaviour of individual competencies into the questionnaire items and create a tool for 360 feedback as other way of validation. 8. Phase of implementation of a competency model to a human resource management system. The competency model will be mainly used for the selection, assessment, training and development of an employee in the selected organisation.
Conclusion
The paper provides practical and useful information about the possible procedures of the creation of competency models in the organisation for human resource specialists, managers at all levels and entrepreneurs. The aim of this paper was to create a competency model for the position of a sales manager in a manufacturing industry organisation. First, the methodology for the competency models' creation has been proposed, based on which the competency model has been created. The creation process was divided into these eight phases: preliminary phase, phase of data obtaining, phase of analysis and classification of competencies, phase of description and creation of competencies, phase of creation of competency model, phase of clarifying expectations, phase of verification and validation of the created model and phase of implementation of a competency model to a human resource management system. Methodology, which is not described in any scientific literature, was proposed for the competency model's creation by the utilisation of AHP method and Saaty's method. The created competency model contains fourteen competencies which are divided into three groups: managerial, interpersonal and technical competencies. Levels of importance and target values were assigned to individual competencies in this competency model too. The created competency model allows an application of a holistic approach to human resources management based on competencies (recruitment and selection of employees, their assessment, training and development, promotion, etc.) through which they facilitate the work of managers and human resources managers and further contribute to strengthening and promotion of corporate values. Models for the position of a sales manager have been implemented in 10 participated manufacturing organisations up to now and it has happened this year, so although the initial response to their use is positive, it is relatively short time for some detailed evaluation of the effectiveness of their implementation. This methodology of the creation of competency models has also been used in other production organisations, specifically for positions of HR manager, production manager, chief accountant, coach, supervisor of production, maintenance manager, production data manager, industrial engineer and logistics manager. This methodology has been used to create a competency model for the position of the tax administrators at the tax office as well.
When creating a competency model, the authors encountered a problem related to the use of Saaty's method. Respondents found this method too complicated. The aim of the authors' future scientific research and improvements is to find a new, simpler method for competencies classification than Saaty's method on which the proposed methodology is based. After a certain time from the implementation of the competence model, a process of investigation and evaluation of the effectiveness of its use (in the field of selection, training and development of employees, their evaluation and remuneration) could be proposed. Also other techniques could be used except the use of the panel of experts, the technique of direct observation and analysis of job tasks in the phase of data identification for the competency model creation for the selected job position. The proposed techniques are interviewing or the method of critical situations.
From a managerial implications point of view, we have found out (based on the research with superiors of the selected job position) that these superiors have an idea of what they demand from people asking for this position, but they are not clear about the extent to which the various requirements are significant. The authors' methodology offered a systematic, integrated approach how to create a set of required skills not only for the selected position but also for other positions and to evaluate their desired level which will be different for various positions. The proposed methodology can be used for any position in the organisation; however each organisation has to adapt the proposed methodology to its own specifics.
From a theoretical contribution point of view, the proposed and applied methodology of the creation of competency models can enrich the theoretical knowledge of competencies and competency models and thus to contribute to a wider concept of human resource management.
Results of the presented research supported the solution of the systematisation issue and the issue of skills structuring, which also brings an interconnection with practical implications. They have opened the issue of skills identification and evaluation that will change due to challenges such as digitisation, network economics and so on in the future, which will also influence the importance of these skills. Furthermore, they demonstrated the interconnection of different scientific disciplines humanitarian human resource management and multi-criteria decision making, and brought this link into practical use.
Limitations of the research may be based on the subjectivity of the evaluator's views when comparing competencies, as well as on the number of evaluators and type of organisations in which the research was conducted. All respondents were from the manufacturing industry, which also brings some limitations for generalisation and use in other branches.
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